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T Vebyhsry 1949

WEBOra BTN FORs DBIESCTUR OF CBRTRaL IRTELLIGEKCE

SUBJRCT Duiles Comnittes report upen the 9flice of
Collsetion snd Diassuination

1. The lulies Counities proposes, in sasence, lwt the refersnce
funetionz of OUL be divorced from the iieisop Mumetions, that ths
refareccs functions be tremaferred to OKE, wnd thal ithe llslsom fune~
tionz be =dministered by ICiPE, The steted renson for thie ;repossl
iz thst the referenes :ud lisison functieons hsve little interrelation,
thet Lha Tormer ere clossly rsleted to the resesrch functionm of UEE,
and thet ihe latter cre clozely related to the ecordinstin: function
of ICLAPE, The best reply to this seesingly logleel propoasl ia tuat
the igeney hes zlrsedy tried it out is prectice, end found it unsatis-
Tuetory. :

2. The Comaittes spslatent who inspeetlsd e resent GCD did mot
spend, la totsl, more then & Yew hours im the Office, mo 1t is not mur-
srising thet he emerged »ith the lmpression tret ita fuactions were
npny, wvarious, :nd umrclsted. It had tzken "he igenuy memy moaths of
hard work, trisl, and error, to lsara lhet the seemisgly different
fonciions of referenes snd liuisom sre, im fuet, #0 elosely related
thet tiey sre better erformed by & single sduinlstretive umit than
by separate ones., It i too early to sey that the present is the best
af &1l possible orgenizetionsl patterns for these funcilons, Wut iV is
B0t too esrly %o zky thwi it represscts sa improveassat ovar the older
snd sare otvious pettern wivich is nov | roposed anew,

3, It vould be exmet to st:ble thut the Lechplgues ©f OCL are mamy
nmd verlous, lovolvimg the use of mach unique mechine eguipment, but it is
only om psper that the fubgilong sppesr ulmrsleted, In truth they ell
serve & singzle end common ends 10 get znd store intelligence ifuformetieon
emt meke 1t sveilable to thoss who newd §%.

4e In 1947 the sigenoy wez orgeaized with the Kelsrsnce Centsr,
esbracing librery snd regiaters, im ORE; snd with the lisison funetions
sazignsd Lo “he -spsraote Offies of OCD, This 1z the senme, in prineljle,
&8 vhei the Cemmittes now proposes. The omly differspes is tiat the
Gafer-nee Uonter is mon to he installed im ome of the two Livisions
fauto whieh OFY 1g to bhe split, &nd thei the linisop fumctions zre Vo be
sdministered by v ren:med ICAPE stafll instesd of by ap Assl:tant Director,
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5., The sercration of lielsom vnd refsrsunes functlonz did not work
out woll in prretice. The udulnlistrative vold betwesn ine twe roried to
the detriment of both, If en zpelyst is OKE esiled for » document knowa
to be im the Ytste lepsrtment's liuriry, 1t ses clearly the job of the
intar-libtrary loan people in Clits 1ibrary to get it for hlmp but if it
varped oul thet the doounent wes eubject to strimg:nt sescurity restric-
tions tosn 1t beeame the Job of & Lislson Officer to nscke srraagessnls,
with zrropriste of fielcls of the “tate Lepirimsnt, for the docusent to
bs relessed, The two jobs were one snd the seme, but they required
different ap;rosches snd Jifferent techniques. 4is the llbrery smd
lizison people were under different sdsimisirstions they feliied %o
develop intimate knovledge of saeh ethar's dully probleas, and of the
taehnliquaes nnd chamnels belng developed ta dexl »ita thes, Comomunice-
tionz betwesn ithea wers by typed memorasde earried by ecurlers and
meg-engers, »ith aaltizle earbon copies. leleys were semy, snd tempers
vere sxsoerbde tead, Kefsrsnce Conter snd OCD were cceursed by «ll whe had
Yo desl »ith them. Aunxlysts sho santed feai sction wsre prone to exberk
on independsnt lisison venturs: of ihelr own, thersby adding nmetebly to
the geosrsl confusion sad inter-depsrtasntsl misunderstondinge.

6., The Refsrence Uemtor, undsr ORE, found itself witaout adequsate
sdafnlstretive understending and support. The mein buslness of ORE wea
to dex]l with erities]l problems of s« mubsteniive ncture, and the speclisle
ists prepering se importent estimste egsinst ¢ tight desdline neturelly
took precsdescs over librsry snd reglster psople whose ;roblems could be
at off 111 the morrow, The uceds of lh» sselysts had priority, amd
there weg 2 tendeney to postyone wction on the aors husmdrum peeds of the
Hefersnce {spnter. It seems inescapeible that the vame situstion xould
develop sgain if the librery snd reglaters were to bs rewssigned to ORE,
or ts & fesesreh nnd hFeports Vivislom ereuted eut of ORE., Ia sddition,
thiezre iz wow en Offiece of Selentific Iutelligence shich requires librury
and vegliter services no less than ORE, and it sould be unwise to make
it dependent on its zister Office for these servicess, I bDelieve that the
CIA Librayy end the reglsters should serevs wll of Cli, snd tus: they ean
bast do 80 if sdminlstersd sepcrelely smd spert froa suy one of the gobe
suner Uf{lces or Divisions,

7. The origimsl Offics of Colleetion snd Dicceminetion had no
referspes functions, bufi coocenireisd om the muny fzeels of the liaison
setivity., Ay & sepurzte Office, it Lad cireet uccess to ihe llrecter of
tonirsl Intelligemcs, snd tuls would mos be deniwsd If the ICiPE (or
*Coordins tion Division®) steff wers ianterposed., This ;ropossl is diffi-
cult to underst.nd, for the Comnittes Vwpord plsces very great emphasls
on the uesd Tor more {oresful efforte by Cl. to eghiswe coordinstiom with
@ ather sgunclss, sad it strongly expresses ine opinion that direetiom
of CLA uffuirs by tour-of-duty personnel cem sever win to the goel. MNow
the sasll ataff of ICAPE, or of tae proposed *Coordicstion Divisioa®,
conrisnts: entirely of rapresentsiives of ihe Ziuta sod Jervice Depsriasats,
These nel »re on tour-of-duty essigmmonts. If expebls =n’ energetic tlhwy
exn repdsr gront servics (o the United ' ioter govermment, ¢ Lusir re-
gooetive Uepertoonts, tnd to ine Cenirsl Intelilgence 2gsncy. But it is
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iapossible thet they should, st one snd the ssme tinme, wnd during rela-
tively brief tours of cutly, sehieve suceess both (1) im Lsudling the
deiieste end 4ifficult probless of pollicey ceterainctlon in inter-
depertaznisl relstionsnips, snd (2) in loarming, understunding, end
dirseting the myrisd techalques of ecliseilon, bibliegrephy, eod dis-
seain:tion, This second job L2 & cureer sspignment im 1tself, snd it
iz unlikely t¢ be performed well by sem who ures teekling 1t for the
firet time snd Yor & sherd time. This job ir of so yrest comson con-
carn to sll the Offices of the :geney thrt it should hewve dirsot aceess
to ke Diregtoer,

8. Thoe Comslttes ulszo proposzes thst the Contuet Brunen of &) snd
the Informetion Comtrol ‘ection of (8O be zivem u greater degree of
sutonomy io the disseminstion of ihaly raports. It srgues that these
ofTicees huwe Letter knowxlisdige of the coususers sho nesd helr meterisls
then doss VD, «md 1o this the Committee i1a alstezken. No one knows
better who needs rhst meterial than (1) the refersnes jecples who, on
direet request from the cousumery, tre dally coaplliag bibliographies
end st tements of svailcble inforsstion, snd () the licison people
wiose daily chore it is to ssintein cless eoutael =ith congum=ve in all
tire agenciea, recelve tusir regueste, snd snsure thit tiey are scied
upon to the best of Cli's sblilty. The Comaluitee ix eciseo mistuiem inm
i%: bsiiel thet Conteot Brunch sxd G50 do not now sxercise zutonomy
awer the dlstiributiem of iaelr own produets. UCU hsm mot 1ln sany momihs
overriied s Contect Brunen decislom ks Lo where it: rejports shouid ge
end rom whow Lney should be withheld, wod the Informutiom Control tse-
tion of VBU freely distribute. to other agenelas re,orts whieh it denies
both to ORE znd to OCD, This letter eetivity ie dengerous, ls demsging
to thes morsle of ORE saslywis, snd lsg harmiul to the prestizes of ihe
ifganeye Lizlsom Officers are fregusally sskad by offielsls of olher
sguncine, "Bhy dosen't Cli coordineie itself? CIi's left hond doesn't
knor what its right hend 1s doinge® The igoney 1s now Ysking steps to
remedy tals sltuctlon, swnd 1t 1s eertein that ihe remedy invoives leas
sutonomy rether Lhan more automomy for the ceveral O0ffiees.

JASES 4, ANDUERE
apsistant Lirecter for
Cellisetion & Disseninstion
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